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Building strategy through metaphors

Inthinking about KM | dtentun
back to Kenneth Boulding s semird
vwork “Genera Systens Theory — The
Seeton of Sience’ pdishedin
196 It’ s hd pfd to achor KMin
geerd systens theory for both KM
theor eidas ad prattitioers
becase it positions the najor

d nensions of KM— people, pr acess,
adtechdoy —inaheadyd
fuctions to he p KMstrateg sts foous
thir € fotsinaninressirgy
ucertandadd enir onnent .

Practicality of theory

F oma practi ce perspective,
conceptual nodel s pr ovi de
paditiaers wthrues of thunb for
howto apply concepts. Wthat a
theor y bese, KMas adsdpirer uns
therisk d twnngino the next
nanagenent fad du jour. B aing
theor y beses adds substance and vd ue
ad noves dscipines to a higher
levd o adyticd thougt and avey
f omthe nanagenent fad stage thet
hes pl agued KMpracti ce.

KMi's inher etly nolti-
dddirery. Moesa o theries o
pinndes poideimsigt ad
uderstadng. Inthe dsence o a
frmtheor eicd besis, sdetiss hae

lagrdied on mtghors as afirst
step to he p understand the
uderpmings o adsdadire
Budng ddthe sane through hi's
Hea chy o systens. Mtghars |ift
s beyod the sterile led o
conerison into aredmaf cotext
adlexnrg

Metaphors
The si debox on page 13 incl udes
net gphors as descriptions of KM
functi ons rang ng fr omt he concr e
ad taghe to the transcendentd
adinaghe

Bouding saignd netgdas ae
acconpeni ed by descriptions of the
ged daadeigicsinthe |l et-had
col unm. The right-hand col umm
i ncl udes descriptions of knowedge
nanagenent “systens”’ exanpl es that
oo respond to Boulding s netaphors.

The net aphors can be concei ved
doygtvo dnesios — levd o
dsag eerent ad levd of uncer tarty
(SeFHgrel bdowlét). Thenore
cocr ete netgohors @ the loer levds
enjoy nor e ay eenent and cer tarty.
Mt gohors that ar e nor e conpl ex and
inagde s fe fr anl ess ag eenent
ad cer tarty. (Echled is dgiced
wth arnber dogthelire) Al can

Figure 1. Hierarchy of KM functions: implementation of approaches
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be united, hovever, dagthe ngjor

di nensi ons of KMas:

1 Technology (lower-level 1-3)
Sftvar e and technd ogy

2 Process (mid-level 4-6)
Inersection o husiness pr ooesses
and education and trai ning

3 People (high-level 7-9)
Inersedtion o strategy
devel opnent, education and
trang

Sreether éslesar tany ad

ay eenent as one noves fromthe
KMfunctions of softver e and
technd ogy to strategy devel opnent,
the netaphors becone nor e conpl ex
ad less car tain as you nove thr ough
the levd s. The framaverk r €lets the
dt-r epeated finding in the KM
liteau e that you shoud ava d

pur chesing ad irstd ling softver e and
technd ogy until you heve deter mi ned
the strategy far wy you vat to use
KMprinciples to hel p addr es

busi ness pr ol ens.

Building consensus

A areqisite anout of tine
needs to be spernt on seeking

ay eenart onthe kinds of training,
pdicy ad a gaizaiod caeilities
rnexed to fufill the straey. B ress
[ ocesses nay d so have to change.
Ghangi ng busi ness pracess caninply
“wnners and | osers” wher e the eis
les ar tany ad ag eenent over

i ntended out cones.

Al o these KMfunctions need to
be consi der ed together in a coher et
way. The franework, hovever,
imlies thet ther ésalaa chy of KM
functions. KMpractitioners and
strateg sts shodd nat nove from
levd 1to9 Riher,it sawid to
sek ag eenert fr ompl ayers,
stakehd der and per trers far strategy
devel opnent, then work thr ough the
inplicatios for education ad
tranng huesiness processes, ad
firdly tadd e the softver e and
technd ogy chal | enges.



Practical implications

Sraeg ¢ |leadrs dar ged wth

irtr oduci ng KM concepts into

@ gani zati ons nay need to vear

seved hats as they r oceed thr ough

the erar chy of KMfuxctions. A the

straegy devel opnent stage (Levels 7-

9), leaders nay need to vear thar

‘bemviarist” het addr essig

fundanental questions i ncl udi ng:

* Wiy shoul d enpl oyees shar ethdar
indletd cpitd?,

 Wat’sinit fa n? ad

o \iat revards wil nativate peode
todw ethar tadt adeqidt
know edge acr oss tine, spece ad
boundar i es?

A the business pr ooess stae (Levd s
4-6), leaders nay nead to r @ nvert
thensd ves as r eeng neering gur Ls to
change the vay busi ness is conduct ed
tofdfill the sraey.

Frely, KMleaders need to vear
ther “tedro-str wrudist” ket
(levds 1-3 tolead the cr ein
irtr oduci ng softver e g i cati as that
ssemto grirgtolifelike detraic
nushr oons. New t echnol ogi es nay
iy strutud o o gaizaiod
changes i nfl uenced by the overall KM
sraey.

Using metaphors to communicate
Wen communi cating wth
enpl oyees and seni or | eaders about
the paetid beefits d KM it' s
hel pfu to use these net gohors.
Depi cting the KMjar ney wth
nol ti-d nensiondl steps can
encourage patience ad build avision
o howthe or gani zati on varts to
fudtioninthe fuu e

This theor eticd franevork
enphesi zes that strategy nust
cone befor e technd ogy. Bildng
sradeay isit essy —aog tdan
anount of anfiguity wil be
necessar y. Leadi ng wth techno ogy
mght be satisfyinginthe short
tem but won't vark in the | ong
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KM Examples

1 Frameworks
Static structures

Intranet, portals, vortals, static Web pages
used in-house

2 Clockwork
Simple dynamic systems

Internet, extranet, e-mail, portals, vortals
used with external audiences

3 Cybernetics
Closed Loop Systems

Collaborative systems (such as Lotus Notes)
used in-house

4 Cell
Self-maintaining systems

Information processing in open systems, e.g.
Lotus Notes with customers, dynamic CoPs

5 Plant

Systems of differentiated and
mutually dependent parts with
“blueprinted” growth

Exchange of “best practices” intending to
spur growth

6 Animal
Systems displaying self-awareness,
neurological control, based on the

Neural networks or specific systems of
training for ingraining individuals with the
patterns that define the individual. Also, the

consciousness, based on more
complex images with abstract
dimensions

whole acquisition of knowledge for its own sake.
7 Human People as individuals, each with their view of
Systems that display self- values, mission, competencies, etc. Also, the

acquisition of knowledge by individuals to
guide behavior leading to “single-user”
intelligence systems

8 Social

Systems built on collective shared
identification wtih roles/symbols,
displaying interpersonal
accommodation

Mission-driven systems to promote
knowledge sharing that expand the focus to
the organization, rather than the individual. It
includes the interaction of human,
intellectual, social and structural capital.

9 Transcendental
Systems of unknowns and
unknowables

Systems of strategic and future planning.
Systems guide the acquisition and sharing of
knowledge to meet or respond to unknown
challenges or threats.

tem Takethetine up frot to
bu I d consensus ad craft a strategy
that wil verk for your
aganization Qe that’ sindaxe
therest o the caegries wil fdl
inopace nreesdly.
Viewng the dinensions of

pecp € process and technd ogy in
tandemw!| hel p or gani zati ons
apr oach KMinahdigic fashan

thet wll esur e the pr oper

irfregtr uctur e to sustai n know edge
shering activities and neet as-yet-
unanti ci pated conpetitive thr ets
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